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UMITED STATES CIVIL SERVICE COMMISSION 


: BULLETIN 


* a Washington, D.C. 25.15 
BULLETIN NO, 250 - 7 


July 2, 1976 
SUBJECT: Review of Position Management and 
Classification Systems 


To Heads of Departments end Agencies: 


Action date: Continuing, through 
FY '77 


In his memorandum.of.May 27, 1976, (Att tachment 1), the President 
directed department and agency heads to ensure that their position 
management and classification systems "are operating SRE OEETedy and in 

full compliance with applicable laws and regulations," The Presideni.'s 

concern about optimum cost performance in government stems from three 
interrelated ee the gradual rise in average grade of General 

Schedule empioyess; evidence of both overgrading an dere radii i j 

eae repeated indications of ¢ 

under-utilization of employees in some organizations, His EEE 
are to assure eueral employees are equitably and jlawfully com- 
pensated; that work is organized efficiently; and that employee skilis 
aud energies are utilized to the fullest extent possible. Effective 
position management and classification programs are rerequisite ta che 


achievement of these objectives. 


fhe President has charged the Civil Service Commission with responsi- 
bility for assessing and reporting on the quality of position management 
and’ classification programs in agencies, and on actions taken by agencias 
to implement his improvement objectives, We will provide a report f5 , 
the President at the end of Fiscal Year 1977. (See Attachment 2, June ¢, 
1976, letter from Civil Service Commission Chairman Rohert £, Hamyton, 

to Heads of Departments and Agencies). 


Since both position management and classification normally receive exten- 
sive coverage in Commission and agency personnel management evaluatione, 

we plan to utilize regular CSC and agency internal personnel management 
evaluation and reporting procedures to collect the necessary information 

on actions taken to implement the President's improvement directive. 

We shall emphasize positiscn management and classification systems review 
and problem analysis in all of our FY 77 evaluations, and ask that agercies 


INQUIRIES: Analysis and Development Division, BPME, 63-24473 
CODE: 250 - Personnel Management in Agencies 
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do the same in their ongoing internal personnel management evaluation 
programs, Analysis of these agency and Commission assessments and 
actions, combined with certain statistical data, will constitute 2 
report to the President on the status of cost effective position 
management and the integrity of classification in Federal departments 
and agencies. : 


We envision this year's coordinated CSCwagency review process av 
undertakes | 


a 


fticient disciplined examination of work organization and 
lassification to assess both the operational quality of 


position management and classification systems and 
degree of compliance with law and regulation; 


- Su 
G 


j c 
their 
t xX 


- ‘Thorough assessment of the adequacy cf the agency's organi- 
sation for classification including proper numbers of 
classifiers, degree of staff expertise, provision and adequacy 
of classification training; 


~ Aneci#ai reviews ot positions and organizations where there 
is reavon to believe that overgrading, undergreading, ex- 
cussive oxgenizational fragmentation or duplication of work 


may @xi8t3 


- Prompt corrective action in all situations where inaccurate 
éTassitication of inetricient position management are found, 


Position Management Review Agenda and Report Procedures 


Attachment 3 is the pesition management program evaluation agenda fos 

wy '77 Commission reviews. ‘Yo enable us to prepare an aggregate repcre 
for the President, we request that agencies and installations follow — 
this agenda as mich as possible for the position management review pot- 


tions of internal evaluations during the coming fiscal year. ‘wo covie” 


ie 


of the position management portions of agency internal evaluation iny 


ema en we ~— enna amg oe 


stallation, a@gency-wide, and inctaliation self-evaluation reports, 
teak sectarian? Sonesta ae ESE 3 ie poyaimers (ne ASes Pieiee Hin ra Vemma nate a seen 227 ee een NE NSE OPO 2 ree ere a ne natmemanne tae I am, cs 
should be forwacdec to the | Bureau of Personnel Management 


Fyaiuation a completion of on-site wo x. 


at tsa enya eB SE tS: RN NTS IO 


end of the third quarter, @£3% 


(BEME}, as 
AaLUALLOon 


submit a follow-up and impact assessment report =? tee 
in, no later than Sevtemoer 10, 1977. 


i 


Ion 


Additional CSC initiatives in support of the President's directive w- 
inelude the folleowing: 
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- A study of the 2 causes of change in average grade. A special 
YRaurry will be conducted during FY 777 to identi fy occupaLiors 
and agencies which have experienced an unusual rise or #al} ir 
average grade, and to determine the causes, Agencies involved 


in this study will be notified before October 1, 1976. 


- A study of the accuracy of position classification government: 
wide. We wili undertake this year in all CSC-led evaluations 
an audit of a 1% randem Sample of positioas. These audits will 
be in addition to the normal “problem seeking" audits regularly 
performed. We will ask agencies to do the same in their irter- 
gal evaluations, Further guidance on this study will be pro- 
vided by June 30, 1976. ee. 

Position management has long been a difficult area to deal with, 

. possibly beceuse it is largely dependent on management skill and Judge 

ment and is not rigidly governed by law and regulation. The elemenis 

qi effective position management systems are deacribed in OMB Cireula: 

AvG4 and PPM chapter 312. Compliance with prescriptions in the docustent: 

must Be addressed in agency internal reviews. However, Lt is very in 

portant that we all understand that cost effective work organization 
involves sich more than controlling average grade and numbers of positicrs. 

Ag such, responsibility for position management rests largely with lire 

no are intimately familiar with the nature of nese work an¢ 
aad potential of their employees. 


The Civil Service Commission and agency personnel officiais can ani will 
assist azency managers at al) levels in identifying and locetins positicer 
management and classification deficiencies, e.g., through integrated 
analyses of information from employee attitude surveys, turnover #tudies, 
productivity trend data, qlassification surveys, etc, However, a more 
cost effective federal service will he achieved only if agency maregers 
and supervisors at ail levels, across orgénizgation functions, with the 
assistance of personnel offices, work together to assure understancing 

of the precise nature of position management and classification devi- 
cliencies, and arrive at decisions whieh are based on the best availiable 
information on what kinds of alternative organization remedies are 
possible, at what prices and with what probable impact on the orveniae- 
tien's mission and employees. 


As you will note from the attached agenda, we are directing part of or 
review to the identification of areas in which the Civil Service C:nmws- 
Sion might provide more effective leadership to assure proper cost. 
effective position management throughout the Federal sector, We would 
especially welcome your suggestions. 


This report hes been cleared in accordance with FPMR 1C1-11.11 sud 
assigned interagency report control number 0122-C82-6T, 


—% 
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Attachments (3) 


employees in the General Schedule. 
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- THE WHITE HOUSE 


WASHINGTON 
May 27, 1976 


MEMORANDUM FOR THE HEADS OF 


EPARTMENTS AND AGENCIES 


Qver the past two decades, there has been a gradual but 


substantial rise in the average grade of General Schedule 


-employees. Much of this rise is due to the fact that 


technological changes and other factors have brought about 


Significant shifts in the makeup of the Federal workforce. 


These changes are reflected hy a marked increase in the 
proportion of technical, professional, and managerial 


i 


We cannot assume, hawever, that this is the whole emplara= 
tien. kecent reviews by the Civil Service Commission, the, 
General Accounting Office, and the Office of Management an¢ 
Budget indicate that classification and position managemont 
systems are not functioning as effectively as thev should 

in Aa number of Federal agencies. There is evidence of both 
overgrading and undergrading pecauSe positions ave eather 


6S a Situation which 15 unfair to all concerned. tTnerce 
are also’ indications in several agencies of excessive organi- 


Where work has become substantially more complex or difzigail-., 


managers have a clear obligation to make commensurate acjust~ 
Wents in the way work is organized and in the grades of indi- 


vidual jobs. At the same time, there is an equally clenr 
eesponsibility to ensure that undue grade increases are not 
allowed to occur. Position classification is a matter of 
law. Government managers are required to put jobs in theiz 
Proper grades and Federal employees are entitled to equiteble 


pay. Proper position management ensures that work is ovrgeniza: 


in a cost effective manner to provide optimum development 
and use of people's skills and energies. When either positic 
classification or position management is deficient the ebult 
May be an unnecessary increase in the cost of Government, 
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1, therefore, am calling upon you to reexamine your internal 


They are opérating errectively and in full compitance with 


regulations. Agen heads will conduct 
this review in a Manner to be presGribed by the Civil Servic 

LW report to the Commission both the act:.ons 
ey have taken an ne results of those actions. ~~ 


At the sane time, the Civil Service Commission will pursus 
vigorously its continuing programs for evaluating agency fer- 
formance and bringing about corrective action in the areas of 
position management and classification. Where the Commission 
finds extensive cvergrading, undergrading, or underutilizstisr 
ef personnel resources, it will bring its findings to the 
attention of the Agency head concerned. In addition, the 
Commission and the Office of Management and Budget will work 
with the agencies involved to correct such problens, ana may 
prescribe special instructions where warranted. 


é 
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June 8, 1976 


PERSONALLY ADDRESSED TO HEADS OF DEPARTMENTS 
AND AGENCTES 


In his memorandum of May 27, 1976, President Ford called upon each 
cf us to reexamine our position management and classification systens, 
The President's objective is two-fold: to assure the just and lawful 
compensation of Federal employees, and to assure that work is organizec 
and employee skills and energies are utilized for maximum cost performer 
ance. These processes--position management and position classificatiofp-- 
are the very core of the Federal personnel management system. Tneir - 
egrity are essential to cost effective sovernment, | 


Position classification is clearly defined by law and regulation. What 
is needed here is assurance that your agency's system is in full legal 
and regulatory compliance and that the management controls by which 
clessification integrity is maintained are in place and working A Fost 
tion management, though partially governed by reguiation, is greatly 
dependent upon management skill and judgment, informed by experience and 
our growing knowledge of the complex forces that produce motivated em~ 
ployees and effective organizations. We must make certain that our work 
structures and organizational designs are systematically being assessec. 
for improvement, and that the allocation of positions and deploymenr of 
people reflect the best we know about managing human resources. Success 
in.meeting these cbjectives clearly depends upcn the active commitment 
of managers at every organizational level across the planning, budget, 
personnel and, particularly, iine functions. 


Since both position management and classifieation are regularly reviewod 
in our personnel management evaluation program, we see no need for add~ 
tional reporting. To assess agency progress, we shall conduct more 
intensive reviews of these areas this vear, and ask that you do the saie 
through your internal personnel management evaluation system. Guidance 
for these reviews will be issued shortly. 


Your personal interest in and attention.tg these efforts will enable us 
collectively to meet the President's objectives, 


Sincerely yours, 
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AGENDA FOR POSI'YION MANAGEMENT SYSTEM REVIEW 


Introduction 


“position menagement” is the term used te describe the key management 
actions involved in the process of organizing work to sccouplish the 
missions of Federal departments and agencies, It invoives, essentially, 
the determination of the needs for positions, the determination of ; 
required skills and knowledges, and the organization, grouping, and 
assignment of duties and responsibiiities among positions. - 


ae 


weed 


4 eta 


Boe 


Position structures should be designed to utilize the most exfective «4 boae 
work proceeses, equipment, precedures, methods and techniques, and | 
should reflect a keen understanding of the humen factors operating in, 
every work situation, Yraditionaily, comeepts of cost-effective: worn | 
and position design have been based largely on mechanistic modeia of 94% 

i th secondary concera Lor motivation wad job satis- ; 
faction factors. However, in recent years, the importance of these 
factors has become increagingly evident. They should: therefore cone Bh 

stitute a major element or consideration in deternining the cost/oanciie . 

of alternative organizational gtructures, For exempie, work aiructuces — a Sees 

which do not provide ‘or career development and advancement can contvi-~ : 

bute to excessive turnover, which has many cost and productivity jap li- 

cations. Or, axcessive orvanizetionas f{ragrentation, Ssupervisery : 
layering end duplication of work car result in under-utilization of 

employees, overgrading, excessive review levels and time, and ceduesd | i alos 

morale among employees, alt of which eze costly and counterproductive.- ; 


si 


u 


There are no absolute rules for managers to follow in the complex ari 
evolving art of position management; however, there are Dasic Systgs: 


ng gety tat 


requirements for position management in government agencies which are 

‘dasigned to assure that work structures and organizaticnal designs «re : 
systematically being assessed for improvement, that positions are : : 
correctly classified, and that the allocation of positions and depley~ 

ment of people reflect the best that we knew about managing human re- 

sources. This review is therefore directed to assessing the quality of 

position munagement systems in agencies, identifying problem areac, anc 
prescribing appropriate corrective action. 

Basic Elements of a Position Men agement system : 


The principal directives coverning position managemen: are containec is 
OMB Cirevlar 4-64, as amended, and FFM chapter 312, ‘The nine basic 
elements of a:-fosition Management System are the following: 
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Methods cf Problem ldenti fi 


Assignment of responsibility to managers for work organiza- 
tion and position management, 


Utilization of total staff resources (budget, planning, 
management analysis, personnel, etc.} 


Establishment of position authorization and PapLoyment 
controls. 


Position vacancy review and control, 
Position reclassification review. 

Approval of organizational changes. 
“Interagency sharing of personnel resources. 
Employment reporting svstem. 

Conduct af special reviews. 


WCE tion 


There are resdily at hand a number of useful tools which, when used 
together, help to pinpoint position management problem areas: 


CSC Form 1085, Survey of Personnel Management Questionmnaixe: 


Groups of questions on “this employee attitude survey focus on 
adeguacy and quality of staffing, work allocation and skill 
utilization, opportunity for skills development and czreer 
advancement, wark quality and organization effectiveness, 
manloyee responses can be grouped by grade level, orgarizga.ion 


location, length of service and other factors, enabling analygi-s 
to locate and partially define protlem position management rads 


(The Aralysis and Development Division, BPME, offers agencies 


CSc 10388 questionnaire processing, and percentage and percantiie 


analysig, on a reimbursable basis). 


Turnover statistics: An analysis of turnover statistics--whe 


is leaving, by organization location, grade and position; 
reasons for icaving; related staffing, training, production 


problems, etc.-=provides good position management problem lead:. 


Productivity trend data: When charted, productivity trend data 
readily makes visibie decreases and increases in organizatton 


efficiency. When matched with work organization events, 2.7., 


automation of a function, reorganization, management cha@ng2, e- 


and correlated with attitude survev results and turnover ansly 
Solid insights into the nature and location of position mans 
ment problems can result, 


ga- 
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Organization charts, functional statements and position descrio- 


tions: Review of these documents can point up excessive super- 
visory layering, overlap of functions, and possible misclassi- 


Ade tion 


fication, 


Sick leave usage, complaints , grievances, upward mobility 
statistics, overtime trends, use of temporary appointments: 
Analyses of these types of data can, an some instances, “Ele in 
with identified position management problem areas, 

Structured classification audit sample: Based on potential 
problems identified through analytical activities such es thore 
described above, an in-depth classification audit of selected 
organizations and groups of positions, should provide further 
definition of the nature and location of position mansgement. 


deficiencies. " 4 


wi guidance on reviewing position maragement program cperations 


an be found under "Planning and Organizing Work," section S2-2, book LI 


of FPM Supplement (Internal) 273-73, Evaluating Persoanel Management , i 
Ps EL-i7 “ TE- 28, , ; i 


Tssues 


lL. 


for Evaluation 


a 


mene a oe cena erro eee 


has directed Federal agency managers to examine their internal’ 
position management end classification systems to ensure their 
effective operation and to assess conformance with OMB and 
Civil Service Commission policy and guidance, 


Agency response to the vresident's directive. The Presicen. 


- How has the agency and/or instailation responded to the 
President's directive? What review/improvement actions 
ace planned cr in effect at the installation/agency? 
(include implementation time-freme.} What is the team's 
asseasment of the adequacy of these plans, in terms of icen+ 
tifying problems and improving pesition management? 


Compliance with system nrescriptions and guidance in OMB 
Circular A-64 a and FPM chapter 312, 


OMB Circular A-64 (as amended) calis for nine specific elemens 
of position management systems. 


~ To what extent does the agency/instaliation have the pra- 
Scribed system in place. How well is each element working? 


2-2, EFPM chapter 312 describes the goais of effective position 


management, and logical steps for effective systems cperéiior, 
particularly in subchapter 2 and appendix 312-A (Operation MIST 
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- fo what extent are these guidelines operational? Cite 
examples, 


2-3, Some agencies/instaliations have exceptionally good posificn 
management systems with publieghed guides and other tools and 
documents which could serve as useful models for other 
agencies. rn yee : 


ie 
= 


- Does this instaliaticn/agency have published materials whieh 
might be helpful to others? If so; please send copies to 
CSC Clearinghouse on Productivity and Oxeens zational 
Effectiveness, BPME.; 


as identification | of Problems. If position management systems 
are not functioning “effectively, why not?. The following are - 
among the possible problems to explore: For each of the 
problems defined below, please identify ¢ the a most. probable 
s@(S) "and prescribe. remedies (action items). 


SOA ak Sk Ry a 


31, Do supervisors and managers at all levels thoroughly understard + 
the purpose and concepts of position management? How have 
they been advised, trained, encouraged to focus on effective 
position management? Are they committed te its objectives: 
Kividence? 


in 
¥ 
pr 


», Are the concepts of sound position management Supported bu. 
the processes for implementation inadequate (i.e., is it & 
techniques problem?) In what areas is implementation weak or 
absent? 


3-3, How are position management decisions made? By whom and 
when? (Chart the location of each key area of staff or line 
responsibility and typical flow of the position management 
decision-making process), Are there particular points in the 
process which impede fruitful results in achieving sound posi- 
tion management? Discuss. 


3-4, Is the personnel staff carrying out all of its position ' 
management responsibilities? What steps must be taken to im- 
prove personnel stati performance in cost-effective position 
management? 


3-5. Does the organization have a sufficient number of classificr 
adequately trained, to support personnel responsibilities -n 
the position matiagement system? If not, what actions are being 
taken to recruit and train classifiers? 
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3°6, What position management problems have been found during 
previous agency or CSC evaluations of classification accuracy, 
and what remedial actions were taken? With what results? 


3«7, Is the Civil Service Commission doing all that it should/could 
to provide effective leadership in assuring strong position. 
management programs? What specific CSC actions are needed? 


3-8, Are current authorities adequate for personnel staffs, agency 
managers, and the CSC to act on position management issues? 
Should OMB Circular A-64 and FPM chapter 312 be revised? Hew? 
What changes are needed? 


309, What does management know or attempt to learn about the cost~ 
- performance of alternarive position management decisions-- 
not just the personnel dollar cost over time, but the }OnES? 
range overall organizational performance costs? 


310. How do personnel people assist in locking at and identifying 
the long term organization benefits of various position 
structures and their comparative total] price tags? Do they 
make yvigible these alternative position structures and their 
potential organization performance consequences, in a timely 
way? With what results? 


3-11. Sound position management operations must be closely linked 
with the budget process and with overall agency planning and 
management, Is it? How? Results? 


3-32, Are the concepts of organization design inappropriate or 
out-of-date? For example, should management pay greater 
attention to “quality of worklife" issues in the organization 

¢ (a.g., worker autonomy, participation, equity, opportunity 
for development?) How? To what extent? Evidence? 


labor-Management Considerations x Va 

¢ 
Agencies and activities having exclusive recognition with labor organiza- 
tions ghould be alert to any labor-management implications involved in 
thia review. When conducting employee attitude surveys, particular 
reference shauld be given to the Federal Labor Relations Council decision 
in NASA and LBJ Space Center (NASA) , (FLRC No, T4A9%, FLRC Rpt. No. 84). 
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